Introduction
The drive towards educational organisation's adoption of social media reflects a combination of external pressures and internal drivers, all of which may be underpinned by a desire to enhance learning and teaching and to widen student participation [9] . The reputation of adult education institutions are no longer solely determined by international ranking systems and market share, but also by the quality of their interactions with students, employers, the local community and society at large. It is stated that faculty culture and its sources of prestige are particularly related to institutional outcomes and societal needs [9] .
The objective of this paper is to further analyse the views held by educational administrators on the uptake of social media in their professional institute.
For this study, the authors adopted Kaplan and Haenlein [18] definition of social media as "a group of Internet-based applications that build on the ideological and technological foundations of Web 2.0, which allows the creation and exchange of user-generated content". Different definitions of social media emphasise slightly different technical features, channels and affordances. For institutions, which primary focus is education, Kaplan and Haenlein's [18] definition places sufficient priority on the potential for interaction and co-creation of content and knowledge. It has long been recognized that traditional media has the potential to reach broad global audiences; however, social media can reach the same audiences in a faster, more cost effective manner. Furthermore, because of the ease to use software that characterises most social media applications, special skills or expertise are not necessarily required. To engage with social media, all that participants require is some sort of ICT device (such as a computer, laptop or smartphone) and a broadband connection with which to access to the internet.
Representatives from the student body, teaching body and administration of public institutions were interviewed to capture the perceptions and beliefs of the use of social media in adult education.
For the purpose of this paper, a phenomenological approach was employed to analyse the data that was captured by the administrators. As articulated by Laurillard [19, p. 63 ], a top down approach is generally required to allow for new practice and technology to be really harnessed into institutions which can feel lethargic in their process change. So many factors for success surround appropriate resources, finances and attitudes being offered by the institutions' principal personnel.
Strategy development -the significance of values
The rapid development of social media and its impact on how, where and when learning takes place suggests that this technology adoption represents a transformatory innovation in educational services rather than just innovation in the use of IT technology [25] . Indeed, Marshall [24, p. 180 ] observes a trend in the literature towards studies that explore the implementation of e-learning in terms of multi-perspective approach. Facer and Sandford [11] propose a series of four of guiding principles in which to frame futuristic discussions about education and strategic approaches to embedding technology. These principles assert that "the future is not determined by its technologies" [11, p. 81 ], but rather values and politics are an inextricable part of discussions about possibilities for the future of education.
The emphasis in many empirical technology adoption studies in the literature, some of which are described below, is put upon teacher and/or student perspectives, with far less emphasis on the attitudes and beliefs which inform approaches being taken by those in the category that for this study the authors have called 'administrators'. Yet according to Chesterton et al. (2008) (cited in Marshall, 2012) [24, p. 181] , the contribution made by administrators, such as educational technologists and learning designers to the successful implementation and adoption of e-learning, "cannot be underestimated" [24, p. 181] . Given the complexity of technology strategy development, failure to explore the diversity of attitudes and values of all stakeholders, including academics, administrators and students involved in the adoption of technology, are likely to result in an incomplete picture of any implementation study.
Johnson and Smyth [16, p. 218] described a series of strategy workshops that were part of a programme (Taking forward change in technology-enhanced education) involving around 20 UK higher education (HE) institutions. The workshops were intended to foster communications and to expose the diversity of values amongst stakeholders in the development of HE institutional learning technology strategy. Consensus and contradictions amongst the stakeholder groups are discussed in the mentioned study, and Johnson and Smyth [16] refer to the 'nascent tension' [16, p. 217] amongst the various stakeholders, which was revealed during carefully designed learning activities. For example, in responding to questions about their perceived vision of the future with regards to technology use, academics expressed the desire for responsive and supportive IT departments which ensured that as new developments and applications become available, e.g., mobile apps, these should be "ready to use". Yet responses from IT professionals and other administrators suggested uneasiness about the conflicting expectations that other stakeholders had of their departments. On the one hand, managers favoured using technology to build institutional identity and efficient business process, both of which require an effective technological infrastructure, while on the other hand, academics and some students express the need for greater flexibility, autonomy, personalisation and the opportunity to engage with external systems. This potentially leaves learning technologists with a struggle to reconcile the need to maintain expertise and institutional reputation in the development and support of closed unified systems, such as Virtual Learning Environments (VLE) as well as the requirement to adapt to and support emerging open technologies.
Technology adoption -theoretical frameworks
Attitudes and values are regularly identified in empirical studies as key factors in the uptake and adoption of technologies. But we are reminded by Gergen and Roblyer's study [13] that although attitudes and beliefs certainly impact the adoption of technology, such perspectives may be based on misconceptions about the quality or effectiveness of tools and a lack of understanding about the ways in which social media can be deployed to support particular approaches to learning and teaching [26] .
Continuing with the significance of attitudes, Dooley and Murphrey [9] observe that although available learning technologies have changed, attitudes towards those technologies have remained fairly constant over time. Of particular note for this paper is their observation that there is a great deal of similarity of attitudes towards the adoption of technology amongst administrators, faculty and support units [9] . They assert that in order to increase technology adoption, three areas require particular attention: administrative support, training and incentives. Furthermore, they emphasise the importance of having policies in place to establish and support 'institutional capacity' [9, p. 366 ] to engage with educational technologies.
Stockman and Truyen [26] propose a theoretical framework which identifies factors that influence the successful implementation of educational technology and the impact that these factors have upon teacher uptake and deployment of these tools in their teaching. The inner factors are intrinsic to the teacher (beliefs, competence and confidence), whereas the outer factors (time, technology, community and support) are variable and context dependent [26] . The outer factors may be of particular significance to administrators, who are the focus of this paper. One of the drawbacks of this framework is its exclusive focus on teachers as technology adopters, but McGuire's [23] literature review of academic participation in online distance education notes that lack of technical support and lack of time to develop and maintain course material are consistently noted by academics as barriers to technology adoption, and these are topics which directly impact upon administrators. Furthermore, Dillenbourg [8] notes that although adequate funding is not a sufficient condition for positive engagement with technology enhanced learning, it is, however, a necessary condition.
Davis's [6] Technology Acceptance Model (TAM) features two constructs, 'perceived usefulness' (PU) and 'perceived ease of use', as predictors of a far wider category of user acceptance which may be useful in analysing interviews from students, academics, as well as administrators. Lee [21] extends Davis's [6] Technology Acceptance Model (TAM) to investigate how the availability of external resources (support, training and equipment accessibility) impact upon student engagement with technology. These external resources appear to be consistent with several of Stockman and Truyen's [26] 'external factors' noted above. By understanding how these factors affect student acceptance and engagement with technologies, it may be possible for senior managers and administrators to formulate adoption strategies which are discussed in the research and which facilitate successful uptake by teachers, administrators and students.
Aims and objectives
The aim of this phenomenological study is to describe and analyze the phenomenon of potential educational use of social media by administrators at the public institutions of adult education based on administrators' lived experience. Thus, the research was carried out in public institutions of adult education. The main research question is focused on how administrators perceive and name their experience connected to educational use of social media in their institutions. The objectives of the research are: 1) to produce a literature review, which captures the current context of social media use in adult education, and 2) to analyze research participant insight, regarding the views on social media use in adult education environments.
Methodology of the research
Van Manen's [29] insights about the connectedness of phenomenology and pedagogy justify the phenomenological approach to this research. Phenomenology is perceived not as a pure description, but as an interpretation of lived experiences related to the phenomenon.
Semi-structured interviews were used for empirical data collection. In-depth interviews were conducted with administrators from public institutions providing education: Edinburgh Napier University, International Correspondence School (ICS) and Mykolas Romeris University (MRU). Four in-depth interviews with administrators were carried out in each institution, with the total number of 12 interviews. The interviews were aimed to get a snapshot of the phenomenon of potential educational use of social media by administrators at the public institutions of adult education across the institutions and countries where the research was carried out; comparison across the institutions was excluded due to the nature of the research -the main focus on the phenomenon, and the different nature of institutions: universities and the centre of adult education. The method of criterionbased sampling was applied. Respondents have been selected according to the following criteria: nature of work (specialists who work with both staff and students and are well-acquainted with the needs of both groups) and experience of using social media (at least three years of job experience using social media).
During the interviews, open questions were related to the explicit nature of the use of social media either for work or for studies. The following aspects have been addressed:
• Background of the institution;
• Social media currently adopted within the institution;
• Definition of social media and its use (personal and professional);
• Impact of social media on work and learning environments;
• Attitudes towards social media in education (culture, future perspectives, values, perceived attitudes of students, teachers and administrators); • Institutional strategy and support to using social media in teaching and learning.
Research findings
Empirical research data was processed according to the phenomenological data analysis steps establish by Moustakas [23] . First, the data was preliminary overviewed and then the meaningful statements, sentences or extracts (parts of the sentences), which contained essential information about the experience of the research participants, were highlighted. The next stage included organizing the highlighted statements into sub-themes, thus forming certain clusters of meaning, which later fell into certain themes (topics). Four thematic areas have been distinguished: perceived advantages, perceived problems, social media application support and reservations towards social media.
The thematic area of administrator perceived advantages of social media includes the following: institution promotion, information exchange promotion, communication promoted (see Table 1 .). The first sub-theme of institution promotion is closely tied with advertising opportunities, and improvement of institution image, as administrators say, "gives more opportunities for advertising ourselves, increases visibility of institution". The information exchange and promotion includes aspects, such as speed of sharing information and independence of time and place. Communication promotion reveals that due to the use of social media communication becomes more direct, fast and easy. The administrator perceived problems include the following: time consumption, demand for staff and technology resources, requirement for training, fear of loss of control (see Table 2 ).
Administrators point out that engaging with social media takes additional time as well time for mastering its use. Administrators also mention the necessity to employ more staff to support social media use and to make the technologies accessible. In addition, they see the necessity for training staff, admitting that "teachers need more guidance considering the use of social media". Another issue administrators name is fear of losing control. It seems that administrators are concerned about the way social media influences the teaching/learning process, as "it makes it complicated, control of learning results, systems to control the students, little institution control is possible". The theme of institution support contains the main sub-themes displayed in the interviews: infrastructure development, staff development (see Table 3 ).
Infrastructure development identifies how an institution supports the deployment of social media by providing financial help, technical and overall infrastructure improvement. Administrators' comments show that institutions recognize the importance of social media responding in terms of material support. In addition, administrators observe that institutions provide training and guidance for the staff as the main force of promoting social media in the institution. The theme of caution regarding the potential of social media reveals the existence of reservations amongst administrators' views and discloses the fact that different attitudes pertain to social media use in different educational institutions. It contains the following sub-themes: lack of recognition of possibilities of social media use, lack of recognition of possibilities of staff and students, lack of recognition validity of feedback (see Table 4 ).
Caution regarding the use of social media includes attitudes, such as "social media does not have a place in teaching and learning", as well as unconsidered business benefits and lack of readiness to use social media. Another sub-theme is the lack of recognition of the possibilities for social media adoption amongst staff and students, as administrators reveal their controversial attitudes concerning the influence of age and abilities upon the likelihood of social media use. The subtheme of lack of recognition of validity of feedback discloses administrators' doubt on feedback credibility. In this theme, administrators reveal some fundamental suspicions about the use of social media in the learning and teaching process.
Discussion on research findings -towards social media use
The thematic areas of perceived advantages and reservations give grounds for recognizing one of the key findings of the present study which is the variety of attitudes and the existence of different belief systems amongst administrators. This is consistent with the literature where studies, such as the programme reported upon by Johnson and Smyth [16] , emphasise the multitude of perspectives associated with the use of technology in education. The belief system has been proved to be an important factor in social media adoption process (Facer and Sandford, 2010) [11] . Beliefs are one of the inner factors important for social media adoption. The research reveals that administrators admit the advantages of social media use; however, at the same time, there is some reluctance to consider the benefits of social media use ("have not considered any business benefits") or postponed readiness ("not yet ready to incorporate social media").
Another concern, which the present study identifies, is related to the factor of social media adoption and the competence or knowledge connected to social media use. Even if the attitudes are positive, the actual technical and conceptual facts and skills are vital for using technology [26] . Administrators point out the necessity for staff development, training and guidance, although they admit that the process requires resources, such as employing special staff to provide support.
In the thematic area of the perceived problems of using social media, information literacy stands out. The connection between the abundant use of social media for sharing information and the increasing amounts of time spent engaging with social media point to the key issue of developing the necessary skills of information literacy. The research participants identify the problems of processing information obtained from social media. According to the definition of information literacy provided by American Library Association [1] , information literacy is a set of abilities requiring individuals to recognize when information is needed and have the ability to locate, evaluate and use effectively the needed information. Information literacy is becoming increasingly important and incorporation of information literacy across curricula in the educational institutions becomes essential and requires the effort of the faculty and administrators.
Another issue arises due to the inherent democratic nature of social media. As Bauman [2] points out, the society is becoming more pluralistic, differentiated and mosaic. Democracy without any visible centre manifests itself in the mosaic social media world, as Deleuze [8] states that such a democracy can appear in various places and circumstances, multiple voices of lecturers, teachers and students acquire similar weight. Administrators are concerned about losing control. They express their inclination to control the teaching/learning processes. As it is observed by Foucault [12] , educational institutions have ritualized their practice to discipline and control. However, the application of social media acts as a driving force towards democratization of educational processes.
One perceived problem that the administrators identify is recognising that "it takes time to take social media into use". As Stockman and Truyen's [26] study reveals, teachers need time to experiment with technology, apply new technologies and look for the most effective ways of using social media. Another factor is the accessibility of the technology itself. As the administrators admit, "not everyone will have access to technology or software." Unequal access to technology means that social media use in education heavily depends on the availability of technological resources. Support is also an important factor. According to Brill and Park [5] , technical support, possibility to get answers to the questions concerning technology use is essential for teachers. Administrators demonstrate their awareness of the necessity of support by admitting that "teachers need more guidance considering the use of social media".
Conclusions
1. Administrators admit the advantages of social media use, such as institution promotion, which means the possibilities to advertise and satisfy students' as clients' needs and expectations, as well as enhanced information exchange and communication, including receiving instant student feedback.
2. However, administrators identify certain problematic areas and have some cautious attitudes towards social media in education. They are concerned with matters, such as the amount of time necessary both for mastering social media and managing social media activities. Administrators express the need for staff guidance and technology resources, identifying that unequal access to technology exists and admitting that there is the need for institutions to provide support and training for the lecturers.
3. Some cautious attitudes expressed by administrators include doubts whether it is possible to get structured and honest feedback on learning experiences while using social media. Some administrators cannot recognise that social media has a place in teaching and learning and they are also concerned about the staff and students' readiness to use social media. Finally, administrators express fear that widespread adoption of social media may result in loss of control over teaching/ learning processes. These fears could be explained by mosaic nature of social media reality and its inherent democratic nature which allows coexistence of multiple voices of students and lecturers. 4 . Nevertheless, despite their reservations, administrators express their readiness to support the teaching staff by providing the necessary equipment, technical support and endorsement of the need for training in order to enable staff to engage more broadly with social media in teaching.
